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摘  要 
I 
摘  要 
项目管理办公室作为能够解决跨职能部门跨行业领域的复杂问题，并能提高运营效










监管内容，分析项目管理办公室带来的变化与收益。应用 Harold Kerzner 的组织项目管
理成熟度模型对 E 公司项目管理办公室进行测评，分享 E 公司运作 PMO 的成功经验。 
通过本文的研究，得出以下结论: (1)项目管理办公室是一种先进的管理模式，能提
升公司的管理能力，提高公司的核心竞争力；(2) PMO 的建设需要全公司的参与，更


















As a new project management pattern， The PMO which can resolve the complex 
problems of trans-department as well as trans-industry and improve the operating efficiency， 
is widely used in recent years in this field， especially in the IT industry .The project of IT 
system integration has its unique characteristics， such as  large-scale， highly difficult， 
short construction period and so on. Meanwhile， the customers’ expectation to the IT project 
is continuously increasing. For the reasons above， the difficulty of project management is 
also continuously increasing. Establishing an organization of project management which is 
called PMO is the best way to improve the ability of PM.  
The theory of PMO to the project management of IT system integration by the methods 
of documental study and the case analysis is applied on this study， combining with the 
current situation of the E systems integration company. The contents of PMO include: 1.To 
adjust the functional organization structure to Matrix organization structure; 2.To implement 
the project manager holding responsible system; 3.To renew the flow; 4.To introduce the 
implementation process in detail， which is divided into start， plan， do ，check ，and the 
end five stage to management;5. To standard the file management， and the project manager 
has to hand in the project file according to the company standard;  6.To perfect the project 
management system; 7.To establish the system of reporting， performance assessment， 
project risk management and the implement method of project management. The operating 
process， the key supervision contents， the changes and the earnings of PMO is showed 
through two project case analysis. The organization project management maturity model of 
Harold Kerzner is used to evaluate the project management office of E company， and its 
successful experience is shared. 
Conclusions of the study: 1. The PMO， as a kind of advanced management mode， can 
improve the company's management ability and the core competitiveness; 2. The construction 
of PMO need all staff participation and support from the top in the company; 3. The 
construction of PMO is a long-term process and different companies or different stages have 
different functions. 
Keyword ： Project Management; Project Management Office; Organization Project 













目  录  
III 
目    录 
第 1 章 绪论 ........................................................................................................ 1 
1.1 问题及其意义 ............................................................................................................... 1 
1.1.1 研究的问题 ........................................................................................................... 1 
1.1.2 研究的背景 ........................................................................................................... 1 
1.1.3 研究意义 ............................................................................................................... 4 
1.2 研究内容与方法 ........................................................................................................... 5 
1.2.1 研究内容 ............................................................................................................... 5 
1.2.2 研究方法和思路 ................................................................................................... 5 
1.3 论文结构 ...................................................................................................................... 5 
第 2 章 文献综述 ................................................................................................ 7 
2.1 项目管理办公室的概念 ............................................................................................... 7 
2.2 项目管理办公室研究综述 ........................................................................................... 7 
2.2.1 PMO 的发展历程 ................................................................................................. 7 
2.2.2 PMO 研究情况 .................................................................................................... 9 
2.2.3 中国项目管理办公室(PMO)发展大会 ........................................................... 10 
2.3 项目管理办公室的类型 ............................................................................................. 10 
2.3.1 第 1 层级：项目控制办公室 ............................................................................. 11 
2.3.2 第 2 层级：业务单元项目管理办公室 ............................................................. 11 
2.3.3 第 3 层级：战略项目管理办公室 ..................................................................... 11 
2.4 项目管理办公室的组织形式 ..................................................................................... 11 
2.5 项目管理办公室的职能 ............................................................................................. 12 
2.6 项目集/项目组合管理 ............................................................................................... 13 
2.7 项目管理成熟度模型 ................................................................................................. 14 
2.8 项目管理办公室的构建过程 ..................................................................................... 17 
第 3 章 E 公司项目管理的现状分析 .............................................................. 19 
3.1 E 公司简介 ................................................................................................................. 19 















3.2.1 分段式管理项目，并由不同团队执行 ............................................................. 19 
3.2.2 以销售为项目经理的实施组织形式 ................................................................. 20 
3.2.3 职能型组织形式 ................................................................................................. 20 
3.3 E 公司项目管理存在的问题 ..................................................................................... 21 
3.3.1 组织结构问题 ..................................................................................................... 21 
3.3.2 项目流程不清晰和项目管理制度不完善 ......................................................... 22 
第 4 章 PMO 组建过程 ................................................................................... 25 
4.1 PMO 规划................................................................................................................... 25 
4.1.1 战略规划目标 ..................................................................................................... 25 
4.1.2 建立 PMO 的步骤 ............................................................................................. 26 
4.2 PMO 的职责范围和组织架构 .................................................................................. 27 
4.2.1 PMO 的职责范围 ............................................................................................... 27 
4.2.2 PMO 的组织架构 ............................................................................................... 28 
4.2.3 PMO 员工岗位 ................................................................................................... 28 
4.3 PMO 的建设内容 ...................................................................................................... 29 
4.3.1 调整公司组织模式 ............................................................................................. 29 
4.3.2 项目管理工作流程优化 ..................................................................................... 32 
4.3.3 项目管理制度优化 ............................................................................................. 35 
4.3.4 项目数据分析 ..................................................................................................... 41 
4.3.5 项目知识培训 .................................................................................................... 42 
4.3.6 规范项目组织过程资产 .................................................................................... 43 
4.4 变革碰到的阻碍及应对措施 .................................................................................... 44 
第 5 章 项目案例分析和 PMO 运作总结 ...................................................... 46 
5.1 SH 项目案例分析 ...................................................................................................... 46 
5.1.1 SH 项目概述 ....................................................................................................... 46 
5.1.2 PMO 在 SH 项目中的类型 ................................................................................ 46 
5.1.3 PMO 在 SH 项目中的组织形式 ........................................................................ 47 
5.1.4 PMO 在 SH 项目中的职能 ................................................................................ 47 















5.1.6 SH 项目总结 ....................................................................................................... 49 
5.2 SD 项目案例分析 ....................................................................................................... 50 
5.2.1 SD 项目情况 ....................................................................................................... 50 
5.2.2 PMO 在 SD 项目中的类型 ................................................................................ 51 
5.2.3 PMO 在 SD 项目中的组织形式 ........................................................................ 51 
5.2.4 PMO 在 SD 项目中的职能 ................................................................................ 52 
5.2.5 PMO 在 SD 项目中的运作 ................................................................................ 52 
5.2.6 SD 项目总结 ....................................................................................................... 53 
5.3 PMO 运作总结 .......................................................................................................... 53 
5.3.1 PMO 工作内容 .................................................................................................. 53 
5.3.2 公司问题解决情况 ............................................................................................ 54 
5.3.3 项目管理办公室的实际定位 ............................................................................. 54 
5.3.4 项目绩效考核情况 ............................................................................................. 56 
5.3.5 组织项目管理成熟度测评 ................................................................................. 56 
第 6 章 结论 ...................................................................................................... 59 
6.1 研究结论 ..................................................................................................................... 59 
6.2 论文的局限性 ............................................................................................................. 59 
6.3 建议 ............................................................................................................................. 60 
参考文献 ............................................................................................................. 61 

















Chapter 1 Introduction ……………………………………………….……..1 
1.1 Problem and Significance ………………………………………………………….1 
1.1.1Problem …………………………………………………………………….…….1 
1.1.2Research Background……………………………………………………………..1 
1.1.3Research Significance …………………………………………...……………….4 
1.2 Research Contents and Method…………………………………………………….5 
1.2.1 Research Contents…………………………………………………………….….5 
1.2.2 Research Method and Significance………………………………………………5 
1.3 Format of the Thesis………………………………………………………………..5 
Chapter 2 Literature review…………………………………………….…...7 
2.1The Concept of Project Management Office……………………………………..…7 
2.2Research Summary of Project Management Office………………………….…...7 
2.2.1The development course of Project Management Office……………………..…..7 
2.2.2 Project Management Office Research………………………………………...….9 
2.2.3Develop of China PMO………………………………………………………….10 
2.3Types of Project Management Office…………………………………………..….10 
2.3.1First Level: Project Control Office……………………………………………....11 
2.3.2Second Level: Business Unit Project Management Office……………………...11 
2.3.3Third Level: Strategic Project Management Office………………………….….11 
2.4The Organization Form of Project Management Office ………………………..11 
2.5Functions of the Project Management Office…………………………………...12 
2.6 Program Management/Portfolio Management………………………...……..…13 
2.7 Organizational Project Management Maturity Model…………………...……..14 
2.8The Construction Process of the Project Management Office ……………….…17 
Chapter 3 E Company Project Management Status……………….…….....19 
3.1 E Company Profile……………………………………………………………..….19 
3.2Current Situation of Project Management in E Company……………………....19 
3.2.1Segmented Management Projects and Performed by Different Teams……….…19 
3.2.2Organizing the Implementation of Project Manager with Sales……………..….20 
3.2.3Funtional Organization Form…………………………………………………....20 
3.3Problems of Project Management in E Company…………………………….…21 















3.3.2The fuzziness Project Process and the imperfect Project Management 
System …..……………………………………………………………………...22 
Chapter 4 PMO formation process………………….…………………..….25 
4.1PMO Planning………………………………………………………….……….….25 
4.1.1The Establishment of Steps of PMO…………………………………….………25 
4.1.2 Strategic Planning Objectives……………………………………………….….26 
4.2 Scope and organizational structure of PMO………………………………...….27 
4.2.1 Scope of PMO…………………………………….…………………………….27 
4.2.2 Organizational structure of PMO……………………………………………….28 
4.2.3PMO staff positions………………………………………………………….….28 
4.3 Construction content of PMO………………………………………………….….29 
4.3.1 Adjust the organization mode of the company……………………..……….29 
4.3.2 Project management Process Optimization .…………………………..….….32 
4.3.3 Improve the Project Management System……………………………..........35 
4.3.4 Project Data Analysis…………………………………………………..…....41 
4.3.5 Project Knowledge Training…………………………………………….......42 
4.3.6 Standardize Project Organization Process Assets………………………….…...43 
4.4 Obstacles and Countermeasures against Change……………………………….44 
Chapter 5 Project Case Analysis and Summary of PMO Operation…….46 
5.1 SH Project Case Analysis………………………………………………………….46 
5.1.1 SH Project Overview………………………………………………………...….46 
5.1.2 Type of PMO in the SH project…………………………………………………46 
5.1.3 The organizational form of PMO in the SH project……………………….……47 
5.1.4 The functions of PMO in the SH project…………………………………..……47 
5.1.5 Role and Functions of PMO in SH project………………………………….….47 
5.1.6 SH Conclusion…………………………………………………………….…….49 
5.2 SD Project Case Analysis…………………………….………………….………...50 
5.2.1 SD Project Overview…………………………………………………….……...50 
5.2.2 Type of PMO in the SD project…………………………………………………51 
5.2.3 The organizational form of PMO in the SD project…………………….………51 
5.2.4 The functions of PMO in the SD project…………………………………..……52 
5.2.5 Role and Functions of PMO in SD project……………………………………..52 















5.3 Summary of PMO Operation……………………………………..……………….53 
5.3.1PMO's Task………………………………………………………………….…..53 
5.3.2 Company Problem Solving……………………………………………………..54 
5.3.3 The Actual Location of the Project Management Office……………………….54 
5.3.4Performance Appraisal of Project……………………………………………….56 
5.3.5 Organizational Project Management Maturity Test…………………………….56 
Chapter 6 Conclusions………………………………………………………..59 
6.1 Conclusions……………….…………………………………………………....….59 
















第 1 章 绪 论 
-1- 







































到 800 亿美元，2011 年突破了 1000 亿美元，2013 年达到了 1290 亿美元。① 
 
 
图 1-1：2007-2013 年全球系统集成服务市场规模走势图 
资料来源：智研咨询集团，2014-2018 年中国系统集成产业全景调研与发展趋势研究报告，2014
年 5 月 
 
我国系统集成行业近年来高速发展，年增长率均高于 10%。特别是在 2008 年，国
家出台四万亿投资、十大行业振兴规划的政策后，各行业集成设施建设大规模展开。2010
年，信息系统建设进入一个快速发展的新阶段，全年系统集成服务市场达到 288.69 亿元，
同比增长 19.74%，增长率为近 5 年新高，随后几年增长率保持在 20%左右范围。2014







①智研咨询集团，2014-2018 年中国系统集成产业全景调研与发展趋势研究报告，2014 年 5 月 
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图 1-2：2007-2014 年中国系统集成服务市场规模走势图 
资料来源：智研咨询集团，2015-2020 年中国系统集成行业深度调研与投资前景评估报告，2015
年 4 月 
 
作为一种新兴的服务方式，系统集成是近年来国际信息服务业中发展趋势最好的一










把业务放在第一位，而对公司自身的管理不够重视，以致管理效率低下。中小型 IT 系 
 




































本文通过对 E 公司组建 PMO 的实例研究和分析，探讨如何在有限的资源下，在中
小型 IT 系统集成企业组建 PMO 的方法。通过 E 公司 PMO 的推行和发展，探讨在中小
型 IT 系统集成企业中如何灵活调整，根据企业的不同发展阶段，不断调整 PMO 的职能，
以达到降低成本、提高效率和质量的目的，为公司的战略发展提供有力的支持。对 E 公
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